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Abstract
This paper reviews key themes that impact on the role and management of human resources in tourism (primarily relating to work and
employment) and assesses whether the past 20 years provides evidence of significant change within the sector. The paper considers the
status of work in tourism and reflects upon the impact that key environmental developments have had upon employment—the practice
of human resource management in contemporary tourism; the impact of global and social forces on perceptions of work and careers; the
impact of ICT on work and employment in tourism; changing interpretations of skills within tourism; and the increasingly diverse nature
of the tourism workforce in developed countries. Conclusions are drawn which point to a ‘‘hung jury’’ in considering whether change in
the tourism workplace, over the review timeframe, has been ephemeral or more fundamental.
r 2007 Elsevier Ltd. All rights reserved.
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1. Introduction
People, we are frequently told, are a critical dimension
within the successful delivery of tourism services. ‘‘The
story of successful tourism enterprises is one that is largely
about people—how they are recruited, how they are
managed, how they are trained and educated, how they
are valued and rewarded, and how they are supported
through a process of continuous learning and career
development’’ (Fa´ilte Ireland, 2005a, p. 8). Hoque (2000)
points to recognition of this philosophy in the mission
statements of hotel companies within which a far higher
proportion of respondents include reference to human
resources than is the case within manufacturing companies.
This contemporary manta or reflection of the ‘‘‘soft’
rhetoric of people as an organisations’s greatest asset’’
(Bolton & Houlihan, 2007, p. 1) may have had equal
veracity at various points during the development of
tourism over the past century, but the practical implica-
tions of the claim, in terms of the role that people play, will
have been interpreted in different ways at varying points
over this timeframe. In particular, there is an apparent
paradox in the dramatic evolution of the global tourism
sector over the past half century and, within it, the manner
and conditions in which people deliver tourism services
which have remained timeless in many respects but also
subject to significant change. During this time, debate
about labour intensity, the number and cost of people
required to work in many areas of tourism, has sat
alongside discussion of the skills necessary to deliver
quality tourism services, remuneration and working con-
ditions and the role that technology plays in both
supporting and changing this delivery.
Inevitably, the nature of such analysis has shifted over
time. In particular, the profile of many workers, but by no
means all of those in tourism’s workforce, and the role that
they play in the labour markets of developed countries, has
been subject to change. At the same time, tourism work
must be set alongside major economic and labour market
restructuring in post-industrial societies so that direct
comparison between tourism and traditional heavy man-
ufacturing work in shipyards, mines and steel works, which
formed an important element of the early industrial
sociology in the emerging service sectors, is less relevant.
Rather, tourism work now sits alongside and is compared
to other activities within the dominant service economy of
developed countries, and the analytical paradigm for such
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comparison should consider employment opportunities in
the sector in a rather different light. Whether such
comparison leads to a positive assessment of work in
tourism is a matter that we shall consider in this paper.
In the light of external change, in developed countries,
certain aspects of human resource management in tourism
demonstrate evolution over time, by responding across the
breadth of the contextual environment within which
tourism is located, notably in socio-cultural, market-
related and technological terms. Such change is clearly
evident within some of the large tourism companies in
transport, entertainment and accommodation. At the same
time, the headlines of change do not reflect reality across
the totality of the tourism sector. There is a real contrast
between major multinational tourism companies and
smaller operators within some sub-sectors of tourism
(particularly accommodation and restaurants) which con-
tain areas of work where many things have not changed
over the past 20 years—productivity remains stubbornly
low, working conditions are poor and remuneration levels
are well below national averages in many countries (Riley,
Ladkin, & Szivas, 2002, p. 40). In some areas of tourism,
businesses have been unable to cope with the pressures of
external change-induced competition so that, for example,
work opportunities in traditional travel agents have
declined in many countries. By contrast to the developed
world, in poorer countries, the picture is rather more
homogeneous whereby much work in low labour cost
economies, including that of the tourism sector, has an
appearance of timelessness so that change, if any, has been
at the margins of the overall employment experience.
This paper seeks to make a partial assessment of the
impact of external change on the human resource environ-
ment within tourism over the past 20 years, with particular
focus on work and employment themes within the sector.
In addressing a topic as broad as this, there is a real danger
of uncritical generalisation within a highly heterogeneous
sector such as tourism. There is real and on-going debate
with regard to definitional issues in the tourism sector (e.g.,
Graburn, 1989; Gunn, 1994; Nash, 1989; Hunt & Layne,
1991) and this has presented some challenges in the context
of this paper. Discussion here seeks to embrace an inclusive
interpretation of tourism with illustrations of human
resource practices across various sub-sectors. This chal-
lenge is illustrated by highlighting features such as the
diversity within tourism with its various sub-sectors
(accommodation, food service, transport, facilitation,
heritage); the size of operations; the location of these
operations; business arrangements that are in place to
deliver services within tourism; and the economic context
within which operations do their business.
Published empirical and conceptual analysis of human
resource issues in tourism has focused disproportionately
on the hospitality sub-sector and, inevitably, evidence here
is substantially drawn from hotels and restaurants to the
possible neglect of major areas of employment such as
transport. This is a challenge faced by others in considering
human resource themes in tourism in this way (e.g., Lucas,
2004). Our assessment is further complicated as a result of
ambiguity in understandings of what the term, human
resources and its management, encompasses. This ambi-
guity includes the consequences of changes that have taken
place at a functional level as the traditionally accepted
concept of personnel management has given way to a
broader functional application in human resource manage-
ment, operating as part of a company’s wider business and
strategic environment. Human resource themes are also
applicable at both the levels of the firm and in a
macronational or regional context. This paper adopts
conscious selectivity in focusing on human resources in the
specific context of the workplace and considers whether
and how the employment environment has altered over the
past 20 years.
Attempting a retrospect, with regards to a theme such as
human resources in tourism, presents a challenge in
determining an appropriate benchmark against which to
measure possible change. Notionally, a 20-year yardstick is
used, taking us back to the mid-1980s. At the same time, it
is important not to ignore the insights from earlier times
and to consider these in a contemporary context. Con-
ceptually, the most useful and comprehensive framework
against which to judge change is that provided by Wood’s
(1992, 1997) consideration of work in the hotels and
catering sub-sector of tourism. While Wood’s discussion
purposefully does not address the breadth of what is taken
to be tourism here, it provides a valuable insight into
research and analysis across the largest of tourism’s sub-
sectors, but one that is both the best studied and most
problematic. Wood’s (1997. p. 198) assessment of the
evidence discussed in his book, much of it drawn from the
1970s, 1980s and early 1990s, is that
Hospitality work is largely exploitative, degrading,
poorly paid, unpleasant, insecure and taken as a last
resort or because it can be tolerated in the light of wider
social and economic commitments and constraints.
Our concern here is to consider whether the context of
and practice in contemporary tourism is such as to allow
work in the sector to have moved significantly beyond the
bleakness of this assessment and, if it has, to consider the
extent to which wider contextual change has imposed itself
on the management of human resource within tourism.
Therefore, this paper is concerned with assessing the
nature and extent of contextual change on the management
of human resources across the international tourism sector.
This is a very broad aspiration, given the scope and scale
of tourism as an economic activity, consisting of widely
differing sub-sectors and located across virtually all
communities, countries and cultures. The themes and
contexts addressed here, therefore, must necessarily be
selective, and include dimensions that appear to have
broad salience across major tourism destinations, both
established and more recently emerging. The paper
commences with a brief look back to the nature of work
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in tourism as depicted in early research into the sector,
substantially the sources which led Wood to his bleak
assessment. The paper then focuses on a number of themes
which allow us to evaluate the extent of change and its
impact—undertaking an assessment of the practice of the
management of human resources in contemporary tourism;
followed by consideration of the consequences of global
and social forces on perceptions of work and careers; the
impact of ICT on work and employment in tourism;
changing interpretations of skills within tourism; and,
finally, the increasingly diverse nature of the tourism
workforce in developed countries. The paper concludes
with an assessment of whether change, within these selected
areas, outweighs the dead hand of the status quo that may
appear to pervade tourism employment in other respects.
2. Where we have come from
Recorded and formal accounts of what was and is
involved with work in tourism, beyond passing fragmen-
tary evidence, are relatively recent. One of the first in-depth
pictures of aspects of tourism work comes from the 1930s
and the writing of George Orwell (1933). His description of
the work of the plongeur within the working hierarchy of
Paris hotels is as perceptive as it is moving and, in many
ways, provides a benchmark against which much subse-
quent sociological discussion of working conditions in the
tourism and, particularly, the hospitality industry can be
assessed. Orwell’s approach is to describe his own
experiences of working in Paris hotels and his relationship
with colleagues and superiors from the perspective of the
foreigner and the ‘down and out’. Orwell’s objective is to
expose the extremes of social deprivation during the
depression of the 1930s and, as such, is one of extreme
pessimism. He considers the work of the plongeur in its
social context.
When one comes to think of it, it is strange that
thousands of people in a great, modern city should
spend their waking hours swabbing dishes in hot dens
underground. The question I am raising is why this life
goes on—what purpose it serves, and who wants it to
continue, and why I am not taking a more rebellious
attitude. I am trying to consider the social significance of
the plongeur’s life. I think I should start by saying that
the plongeur is one of the slaves of the modern worldy
he is no freer than if he were bought and sold. His work
is servile and without art; he is paid just enough to keep
him alive; his only holiday is the sack. (Orwell,
1933:122)
Orwell was looking at society through eyes that would
have sat comfortably alongside that of other social
commentators of the time, such as Seebohm Rowntree, a
major contributor to understanding of poverty in Britain
during the first half of the twentieth century. Rowntree
prepared three assessments of social conditions in York
(Rowntree, 1901, 1941, 1951) and these progressively
analysed the causes of poverty at the respective times,
gathering increasing optimism as greater levels of state
engagement with work, health and related social matters
impacted upon British society and the workplace. Rowntree
and Orwell shared a faith in the capacity of the state to
improve the lives of the poor and were part of a movement
that spawned detailed analysis of social conditions through
initiatives such as the Mass Observation project (http://
www.massobs.org.uk/introduction.html). This included the
domain of work. Political change since the early 1980s has,
perhaps, weakened the basis of such faith, notably through
the impact of ‘‘Thatcherism’’ in the UK and elsewhere.
Therefore, contemporary commentators question the basis
for optimism in assessing the conditions of work to which
may service workers, including those in tourism, are
exposed. For example, Orwell’s disenfranchised and
marginalised world of the plongeur has resonance in more
contemporary studies. Toynbee (2003), walking in the
footsteps of Orwell, describes life in low-wage Britain,
including her experiences in sectors of hospitality, and this
world is not dramatically different from that of 1930s Paris
within which Orwell (1933, p. 62) talks about work as a
‘‘sort of delirium’’ within which ‘‘we were going as though
we had only five minutes to live’’y
It was now that the tempo of the shift moved from hard
and fast work to a controlled frenzy of washing up.
Conversation came to an end. We were, I suppose,
cheaper than industrial dishwashing machines but we
imitated them quite well. (Toynbee, 2003, p. 105)
The tough reality that is presented in early descriptions,
building from the influence of Orwell’s analysis and,
subsequently, reflected in Toynbee, can also be seen in
other more recent studies of the industry (primarily but not
exclusively, hospitality), many of which focus on proble-
matic aspects of tourism work in a comparative social
context (Bolton & Boyd, 2003; Byrne, 1986; Dronfield &
Soto, 1982; Gabriel, 1988; Hoque, 2000; Mars & Nicod,
1984). There is, therefore, little evidence, notwithstanding
exceptional best practice examples by some organisations
from across the industry, that working conditions in
tourism have improved significantly from the time of
Wood’s pessimistic assessment.
Returning to Orwell (1933, pp. 67–68), however, also
brings us to his depiction of the craft and professionalism
of hospitality work, set so starkly alongside the grim
‘‘below stairs’’ experience out of which the waiter seam-
lessly moves.
It is an instructive sight to see a waiter going into a hotel
dining-roomy. As he passes through the door a sudden
change comes over him. The set of his shoulders alters;
all the dirt and hurry and irritation have dropped in an
instant. He glides across the carpet with a solemn priest-
like air.. And you cannot help thinking, as you see him
bow and smile, with the benign smile of the trained
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waiter, that the customer (is) put to shame by having
such an aristocrat serve him.
There is another side of the coin which perhaps depicts
tourism work in a rather more positive light and one which
highlights what Riley et al. (2002, p. 23) describe as ‘‘the
obvious contrast of glamour on the one hand and low
menial status on the other’’. One example of the glamour,
that is equally precise and from the same period as Orwell,
is represented by the accounts written, between 1937 and
1942, in five books by Ludwig Bemelmans. However, in
contrast to Orwell, Bemelmans is the supreme optimist and
describes hotel work from the point of view of someone
climbing to a senior position in a luxury New York hotel
(e.g., Bemelmens, 1942). In a similar vein, Le Sueur’s
(1998) account of managing a hotel in Tibet presents an up-
beat and very positive perspective on work at this level
within the industry. The airline sector was also, historically,
held up as the glamorous side of work in tourism,
particularly in the 1950s and 1960s, and was widely
depicted as one of the ‘‘blue ribbon’’ sectors for employ-
ment within personal services (Association of Flight
Attendants, undated; Baker, Jones, & Bain, 1967/2003;
Foss, 2002; Omelia & Waldock, 2004). During the 30-year
period up to airline deregulation in the United States
(1979) and Europe (early 1990s), it is fair to say that
employment in the airline sector, especially with major
national flag carriers, had many of the security of tenure
attributes of public sector work and its attendant benefits
combined with high levels of trade union participation
while, at the same time, offering perceived glamour and a
‘‘fun’’ image (Eaton, 2001). Calder (2002, p. 236) describes
this in terms of ‘‘A job in aviation—glamorous, secure,
well-paid employment’’.
This perspective of airline work has been critically
assessed by, among others, Bolton and Boyd (2003), Tyler
and Taylor (1998) and Williams (2003) and further
debunked as a result of high profile disclosures relating
to work in some new model low-cost airlines (Creaton,
2004; Channel 4, 2006) as well as post-2001 changes within
the aviation industry (Marks, 2005). However, vestiges of
status and glamour remain current in the airlines of many
developing countries. Other areas of tourism work, while
not well covered in the research literature, also point to
clear ambiguities with respect to the working environment
of tour guides (Reisinger & Steiner, 2006) and tour
operator representatives (Guerrier and Adib (2004).
Riley’s application of internal labour market models to
tourism (Simms, Hales, & Riley, 1988; Riley, 1996)
provides a useful analytical framework in seeking to
understand and explain the lack of significant change with
respect to working conditions and remuneration in many
areas of tourism work. Riley and Szivas (2003, p. 458)
describe tourism as a sector ‘‘where easily acquired,
transferable skills co-exist and engender weak internal
labour markets in organisations that economically are
bound to a rate of throughput.’’ Riley (1996) points to the
features of employment in these conditions in terms of
recruitment, training and professional status and, unsur-
prisingly, notes that many areas of tourism work typify
weak internal labour market characteristics. Alongside this
assessment sits trends within most developed countries and
within economic regions such as the European Union
which point to erosion of elements of labour market
strength and a general weakening of workplace conditions.
This has been driven by both economic and labour
relations changes, notably in countries such as Spain and
the United Kingdom but also, to a lesser extent, in bastions
of strong labour markets such as France and Germany. As
we shall see, access to low cost sources of migrant labour in
many European countries has further acted to weaken
labour market conditions within businesses in the tourism
sector, despite the introduction of national minimum wage
levels in countries such as Ireland and the UK (Lucas &
Langlois, 2003).
An assessment of progress or otherwise, with respect to
the overall working conditions and remuneration levels of
tourism employees, does not provide clearcut answers.
There has been progress in some countries and within
many, particularly, larger, organisations where case exam-
ples of high quality working lives and opportunity can be
found to match that within most other sectors of the
economy. However, much tourism work remains menial
and under-valued and the plethora of smaller organisations
also point to working environments where practices remain
Dickensian and show little change from Wood’s let alone
Orwell’s depiction.
3. Reflections on the role of human resources in tourism
The underlying premise of Fa´ilte Ireland’s (2005a,
2005b, p. 66) ground breaking strategic plan for human
resource development in Irish tourism is predicated upon
the argument that ‘‘good HRM practices will be adopted
because they deliver bottom line profitability’’. This
primarily economic justification for investment in HRD
has underpinned much of the history of this field (Bolton &
Houlihan, 2007), whether in the guise of personnel
management, strategic human resource management, high
commitment management or the management of human
capital, among other iterations. This, in turn, is manifested
in a range of good practices, adopted by companies
recognised for their leadership in the management of
people within the tourism sector. Fa´ilte Ireland (2005a,
2005b) identify a number of good practice themes, based
on a study of excellence in the tourism sector in Ireland and
other countries (Fig. 1).
Bolton and Houlihan (2007), in their powerful plea to
reintroduce a human dimension to our consideration of
HRM, note that these dimensions are uni-dimensional in
their focus on employer benefits so that they ignore any
notion of reciprocity. They effectively encapsulate this one-
way street in their assessment of the HRM contract in
terms of its humanity (Fig. 2).
ARTICLE IN PRESS
T. Baum / Tourism Management 28 (2007) 1383–13991386
Author's personal copy
Bolton and Houlihan’s case is, on the face of it, simple.
Arguments in favour of workplace flexibility among other
forms of accommodation and change in the workplace are
generally, business and employer driven. Notwithstanding
blandishments that advocate recognition of employee
lifestyle requirements and work-life balance, some of which
is enshrined in legislation addressing matters such as
paternity leave, the overwhelming evidence is that recipro-
city with regard to flexibility and accommodation in the
workplace is relatively rare, both for remunerated employ-
ees (Bolton & Houlihan, 2007) and among volunteer
workers in tourism and heritage organisations (Lockstone,
2005).
Bolton and Houlihan point to imbalance in the
expectations of contemporary industrial relations within
tourism. As a weak labour market sector, tourism in most
developed countries has never been highly unionised and
what strength trade unions may have offered in seeking
greater reciprocity in the human resource contract has been
eroded further in recent years. High profile disputes in
international tourism companies have taken place in recent
years, primarily in larger organisations located in transport
related sub-sectors. Examples of these include disputes in
Irish Ferries (Workers’ Liberty, 2006), Gate Gourmet
(Corporate Watch, 2005; Transport & General Workers
Union (TGWU), 2006) and Alitalia (Eironline, 2006).
Unions have succeeded in achieving partial amelioration of
employer plans, but in no sense can these be taken as
indicative of change in a general labour market process
which is designed to weaken the position of employees
within the sector. Indeed, in the wider context of services,
especially in smaller businesses, Korczynski (2002, p. 189)
argues that if trade unions ‘‘are to have meaning for front-
line workers, their strategies must be informed by the daily
work experiences of these workers’’ and that strategies that
are derived from such experiences are likely to appear
contrary to traditional union practice. He notes the failure
of trade unions to adapt to the needs of the contemporary
service economy but, in the context of most businesses in
tourism, this does not really represent change from past
experience within which trade unions were of but marginal
relevance within the sector. There are specific contexts
within which trade unions can operate effectively in
tourism. ‘‘Traditional’’ airlines are one example as are
hotels in Dublin, Ireland where Piso (2003) reports
structural factors in the local labour market as being
supportive of union participation. Perhaps the main barrier
to unionisation in tourism’s private sector is the attitude of
management. Royle (2000), in considering work in the
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Flexibility 
…. as evidenced in a preparedness on the  part of the enterprise to match their 
demands on staff time as far as possible with the available supply of time from 
workers, and to recognise the work-life balance that must be managed in 
contemporary society.
Participation 
…. as evidenced in a preparedness to encourage staff to be involved in local 
      decision-making and to exercise some influence over the patterns of their 
      working day.  
Performance 
Management 
…. as evidenced in regular systems of performance review to ensure that 
individual and team performance is delivering the service standard and business
results expected of it.
Recognition
…. as evidenced in the attribution of credit to high-achievers within the peer 
group, and the celebration of the achievements of high-performing individuals 
and teams.
Reward
…. as evidenced in payments (both monetary and non-monetary) that are linked 
to performance, and that are clearly understood by staff to track the profitability
of the enterprise.  
Communication 
…. as evidenced in routine dialogue with staff, in the openness and accessibility 
of management, and in regular feedback loops and follow-through actions.
Learning & 
Development
…. as evidenced in ready access to on-site learning opportunities, support for 
learning progression through attendance at off-site courses, and a continuous 
emphasis on on-site team development.
Empowerment 
…. as evidenced in the active support and guidance of staff so as to enable them 
participate in the workplace in the manner described above.  
Fig. 1. HRM good practice—eight recurring themes. Source: Fa´ilte Ireland’s (2005a, 2005b, p. 66).
What sorts of humanity does HRM address?
Bring us your emotional labour and intelligence though not your emotional needs
Bring us your ideas though not your objections  
Bring us your creativity though not your misbehaviour  
Bring us your loyalty, so long as we need you  
Work to our codes and procedures, but remain flexible 
Bring us your motivation though make it work related  
Be a team member, though we will manage you as an individual 
Develop, but on our terms, and towards our goals
Listen and communicate, but don’t have human conflicts, and we won’t listen to  










Fig. 2. The HRM contract (Bolton & Houlihan, 2007, p. 7).
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McDonalds fast food chain across a number of European
countries, identifies the strategies employed by the com-
pany to ensure that unions cannot operate effectively.
Within tourism businesses, a process of organisational
delayering and the reduction in specialist human resource
staff means that many human resource responsibilities
have substantially been devolved to front line managers
(Bond & Wise, 2003). Brewster and Larsen (1992) suggest
that there are a number of reasons why many human
resource activities have been devolved to line managers,
and these are cost reduction, to provide a more compre-
hensive approach to HR Management, and to place the
responsibility with the people who are most responsible for
it. Renwick’s (2003) study established that line managers
are now responsible for a larger number of employees than
ever before, which in turn means that there are more issues
in this area for them to manage. Storey (1992, 1995, 2001)
suggests that if the workforce is so critical to organisational
success, the responsibility for human resource activities
rests with all line managers and should not be left to HR
specialists. While larger organisations have undoubtedly
invested in providing front-line managers with the new HR
skills necessary for the responsibilities identified, there is
little evidence that the majority of smaller tourism
businesses have done much to meet this need. As a result,
it is arguable that the quality of human resource manage-
ment has deteriorated.
Approaches to human resource management that are
suitable for a complex sector such as tourism remain
contentious. The evidence is that larger organisations have
become more professional in their application of key HR
principles within the workplace, but that such profession-
alism frequently remains absent in smaller businesses. The
notion of reciprocity, which we introduced with regard to
workplace flexibility, can also be largely absent when
organisations implement wider HR policies and practices.
People management may be recognised as a concern for all
those in positions of responsibility in organisations, but
there is little evidence that those charged with this
responsibility have a full comprehension of what this
strategic role means in practice. This failure or neglect is
not just one that is of concern at the level of the tourism
firm but reflects a charge that can equally be directed at
tourism development policies and practices at a commu-
nity, regional or national level. Liu and Wall (2006, p. 162)
are rightly critical of this neglect when they state that
‘‘tourism’s human resource issues are poorly conceptua-
lised and the many studies of tourism development
approaches, both theoretical and practical, provide no
consolidation of useful recommendations to situate the
human dimension as an integral part of a comprehensive
planning framework for tourism’’. There is little evidence
that this recent criticism has any less validity today than it
might have done in the mid-1980s, and this is a real
indictment of the large number of master plans and similar
documents for tourism that have been funded by interna-
tional agencies during this time.
4. A global industry, a global workforce
The tourism sector offers many and varied opportunities
for working lives across its diverse sub-sectors and at
different levels throughout the world. The industry’s
heterogeneity, geographical spread and stochastic demand
cycle provides both opportunity and challenge in terms of
mapping these against the aspirations and expectations of
those attracted into the tourism industry, either as new
entrants to the labour force or in the context of change
opportunities within their working lives. In most developed
countries, traditional models of one sector working lives,
built on the notion of a logical and progressive career
‘‘ladder’’ represents a reality which will face fewer and
fewer entrants to the jobs market in the future. For some
people, this is not a concern or a fear but provides the basis
for challenge and opportunity, the ability to take control of
aspects of their lives and to respond to changes within the
external environment in a positive manner. Unlike their
grandparents, today’s school leavers and college graduates
are more likely to think of their working lives in terms of
finite segments rather than sustained and permanent
careers, viewing the future in terms of what have been
called ‘‘boundaryless careers’’ (Arthur, 1994) or ‘‘fragmen-
ted futures’’ (Watson et al., 2003; Buchanan et al., 2004).
Sennett (1998, p. 9), in recognising this phenomenon
from a somewhat different perspective, notes that ‘‘flexible
capitalism has blocked the straight roadway of career,
inverting employees suddenly from one kind of work into
another’’. The trend data in many countries also point
clearly to people being more mobile in their working lives
and spending less time in the same job. For example, with
respect to the UK, Macauley (2003, p. 541) highlights
evidence that ‘‘in 1996, half of all employees had been
working for the same firm for 5 years or less. This had
fallen to 4 years by 2001’’. Table 1, from the same source,
points to the decreasing proportion of both full- and
ARTICLE IN PRESS
Table 1
Proportions of employees in the same job as 12 months ago by earnings
quartile and full-time/part-time status (Great Britain—1996–2001 (%))
Lowest quartile second quartile third quartile highest quartile
Full time
1996 75 83 86 88
1997 76 83 86 87
1998 74 81 85 86
1999 73 81 85 87
2000 70 81 86 88
2001 71 79 84 85
Part time
1996 67 74 80 84
1997 69 77 80 83
1998 67 74 81 83
1999 64 73 79 83
2000 61 73 80 85
2001 63 71 78 83
Source: New earnings survey panel dataset in Macauley (2003, p. 447).
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part-time employees who had been in their current job for
at least 12 months during the same timeframe.
Similarly, the same UK labour market has seen a
significant increase in the proportion of people in non-
permanent jobs. McOrmond (2004) reports on changes
between 1993 and 2003 which point to increasing
temporary engagement by, in particular, those aged below
24 years and those aged over 50 years. Notably, the
intermediate group, both male and female, saw a decrease
in temporary employment over the same time period.
Given the importance of younger workers to the tourism
sector, this trend is evidence of this process of fragmenta-
tion and its likely impact within the industry and has
stimulated response through, for example, recruitment
from new labour markets. Notwithstanding the trend
indicated here, temporary employment in the UK, by
wider European standards, remains quite low at about 7%
of the total workforce compared to a figure of 32% in
Spain, 20% in Portugal and almost 18% in Finland. The
temporary employment of female workers is consistently
higher than then of males throughout the European Union.
The structure of tourism is particularly conducive to
supporting vocational mobility, particularly because of
stochastic demand within the sector. However, the working
environment in many sectors of tourism is such that labour
turnover is higher than in other sectors of the economy.
Weir (2003) reports labour turnover in the UK and notes
that the hotel and restaurant industries display the highest
job separation rates of major sectors. High labour turnover
is a reflection of the work environment within tourism and
also of economic prosperity and opportunity combined
with changing demographic structures and increased
educational opportunity in developed countries. In the
Irish Republic, for example, a centralised recruitment
service for craft-level courses in tourism has seen demand
move from a situation of very significant under-supply of
training places in the late 1980s to one today where many
courses are significantly under subscribed and some have
been withdrawn (Fa´ilte Ireland, 2005a).
Bauman’s (2005, 2006) concept of liquidity is equally
effective in explaining movement from one dimension of
life to another and between relationships, whether in
personal or working terms. Liquidity also points to
blurring in the distinctions between working and non-
working lives, or as Hochschild (2003, p. 198) puts it
‘‘family life had become like ‘work’ and work had become
more like ‘home’’’. Adler (2004) reinforces this notion in
his discussion of how the initiation of new workplace
practices, based on interdependence, can spread over into
the home and change domestic behaviour in terms of a
weakening of traditional gender roles. Fluid movement
between working life segments allow individuals frequent
mobility between different sectors of the economy, periods
of study within models of lifelong learning and episodes
that consist of travel or volunteering sabbaticals. Voca-
tional mobility is greatly facilitated by recognition of the
underpinning ‘‘generic’’ skills set which much education
and working experience provides today and which permits
ease of both formal (qualifications driven) and informal
(experience driven) transition, particularly within the
tourism sector’s weak labour market conditions.
Fragmentation or fluidity may be a relatively new
phenomenon in the context of many sectors of the
economy, but the reality of such employment models,
generally employer rather than employee driven, is well
established in many areas of tourism. Writing more than a
decade ago, Riley (1993, p. 24)) infers that, in moving
towards a future of ‘‘rising insecurity of job tenure, more
unsocial hours working, more uneven workflow, a greater
sense of immediacy in tasks’’, production industries are,
essentially, playing what might be called ‘‘catch down’’
with a range of low skills service industries, including
tourism.
Fragmentation or fluidity have long been features of
work in these sectors, as noted by Orwell (1933) and are
driven by, among other things, employer management of
stochastic demand and growing responsiveness to customer
demand or whims. What is new, however, is that workplace
mobility and job change are increasingly employee driven,
with workers unwilling to make long-term commitments to
one organization or workplace. Unlike the disapproval
that fragmentation or liquidity in working lives may have
attracted in the past, today such mobility is less likely to be
seen in terms of a lack of commitment or disloyalty to an
employer nor does it necessarily create a sense of fear and
insecurity for those moving between various working
phases. Perceptions of working lives held by younger
people today are focused more on short-term wealth
accumulation or debt reduction and much less on job
status, security or permanence of employment than was the
case with previous generations (Sennett, 2006). Therefore,
within the timescale allotted to work in a particular
company or sector, commitment may be strong despite
the transitory nature of the employment relationship.
Alongside the flexibility which characterises working
relationships within the contemporary global workforce,
vestiges of the past remain within the labour market. Major
cities undergoing post-industrial transformation can face
the paradox of high residual, long-term unemployment,
mainly within the former workforce of heavy industries
such as automobile manufacturing alongside a large
number of unfilled vacancies in contemporary tourism
businesses, most of which can only be filled from student or
migrant worker labour pools. Sennett (2006) talks about
the ‘‘spectre of uselessness’’ which haunts post-industrial
society, in his terms the result of automation and
technology substitution in the industrial workplace but
equally relevant where communities have witnessed growth
in service, notably tourism, work and parts of the work-
force have not been enabled to buy into this new model of
employment. At the heart of the causes of this uselessness is
Bauman’s (2005, p. 119) notion that ‘‘the impetuous
growth of new knowledge and no less rapid ageing of the
old combine to produce human ignorance on a massive
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scale, and continuously replenish, perhaps even beef up, its
supplies’’.
At its simplest, leading businesses have already recog-
nised the changing nature of the employment relationship
and have responded by a reconfiguration of operations
and service delivery at certain levels within the tradit-
ional quality spectrum. As a leader within this process,
McDonalds early on accepted that they would offer, at
best, transitory job opportunities for many school and
college students as well as others in the workforce.
Therefore, they ensured that processes can be learnt very
quickly by able people who are productive within a short
period of time. Both parties know very well that there will
not be a long-term commitment to the working relation-
ship but that, while it lasts, both sides seek to maximise
respective benefits. For McDonalds and similar operators,
this involves streamlining and simplifying processes and
relying on the energy and enthusiasm of their workers for
the delivery of their services. McDonalds have recently
taken acknowledgement of the transitory nature of
employer–worker relationships a step further with their
announcement of the McPassport, providing opportunity
for their employees working anywhere within the European
Union to transfer to positions in McDonalds’ shops across
boundaries elsewhere in the EU, for short or longer periods
of time, thus facilitating lifestyle and educational oppor-
tunity.
Other tourism businesses have recognised the value of
this approach. In major cities in the UK and elsewhere
perhaps half of all tourism workers are notionally full-time
students (Canny, 2002; Hofman & Steijn, 2003). As a
result, the tourism industry is configured to depend upon
this source of labour and education providers have also
had to adjust their delivery models accordingly. For
businesses, there has been some modification of both
product and technical skills demands with a greater focus
on ‘‘generic skills’’ of communication, personality (aes-
thetic and emotional labour) as well as greater use of
technology. Traditional training, as offered through tour-
ism colleges in the form of formal courses and qualifica-
tions, plays a lesser role in meeting industry needs within
this new model of tourism employment. The decline in
relevance of and demand for technical courses in tourism
also increases the marginalisation of those with low
qualifications in contemporary society (the traditional
recruitment pool for such courses) who, as a result, may
be further economically and socially excluded. In their
place, the flexible student labour market offers employers
many perceived advantages which traditional training
routes do not.
Likewise, many tourism businesses in rural areas have
turned to short-term labour pools of students and others
from abroad, in Ireland/UK to learn English (from
countries such as Spain or Germany) or for their year
out (from New Zealand or Australia) as ready made,
articulate and, in some cases, lower cost alternatives to local
labour. ‘‘Lifestyle’’—attractive employment in Donegal,
West Cork or Kerry in Ireland can be offered seasonally
to workers from elsewhere in Europe at lower cost
and difficulty than would be involved in drawing on
local labour markets. Training required and offered is
minimal and there is hassle-free disengagement at the end
of the tourist season.
An extension of this employment culture is reflected in
the increasing use of other flexible labour strategies within
tourism. Shackleton (1998) points to the contribution of
targeted part-time labour in the development of ‘super-
service’ in food retailing. Likewise, agency staff, in some
areas of tourism employment, are of increasing impor-
tance, particularly in urban locations. Hotel housekeeping
and banqueting are the main work areas where agencies
provide a ‘‘just in time’’ model for businesses which allows
for rapid response to variable demand and eliminates
surplus staffing on an employer’s books (Lai & Baum,
2005). This also creates an environment where longer-term
employment relationships and structured longitudinal
training models have little relevance.
These expedient models of employment are most
prevalent within the systematised, middle quality rankings
and ‘‘fast’’ delivery sectors of the tourism sector. The
concept of a career within this sector for all but a minority
in positions of managerial responsibility is of limited and
decreasing value. The role of education and training in the
context of transitory working lives, both within the
external college environment and in industry itself, is to
support mobility, mid-life entry and re-entry to the sector
and development in relation to new technologies and
products. This represents a fast-moving, ever-changing and
challenging model of life-long learning which, in the future,
will play an important role in support of the ‘‘popular’’
sector of the tourism industry.
‘‘Fragmented’’ and transitory employment relationships
and practices may still leave problems for those ‘‘high end’’
businesses which remain locked within traditional skills
paradigms and which employ craft personnel in the
conventional mode (e.g., skilled chefs). For them, the
concept of the traditional, longitudinal career within a
chosen craft area has relevance and career management in
this sense requires active participation by employees
themselves, their employers but also by those responsible
for maintaining, managing and enhancing quality within
tourism. At the same time, paying for and marketing the
outcomes of such skills necessitates premium pricing and
careful management of the price–value relationship.
The working lives projected for today’s young people
bear little relationship to the linear career models aspired
by their grandparents and will be characterised by change,
short-term goals and on-going renewal. Those planning for
human resource development in tourism may need to more
responsive to the challenges and opportunities presented by
fragmented learning and working lives and recognise, as
Adler and Adler (2004) do, the diversity of motivations and
interests that workers typically bring into their employment
relationships with tourism sector employers. Change, with
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regard to this theme, has moved employee aspirations for
reciprocity in the utilisation of flexibility up the agenda so
that notions of workplace flexibility, as introduced by
Atkinson (1984) and others, can no longer be seen solely in
terms of approaches that are designed to benefit organisa-
tional needs.
The response to global trends in tourism, by educational
and training providers, has been mixed. Baum (2000)
points to the institutional and cultural barriers to change
within most educational systems, factors that mitigate
against the adoption of common tourism programmes and
qualifications across national boundaries, notwithstanding
the intentions of initiatives such as the Bologna agreement
in Europe. The range of national case studies that address
educational and training themes in tourism and the wider
economy also points to the intransigence of diversity (see,
e.g., Airey & Tribe, 2005; Budhwar & Debrah, 2001;
Hofmann, Johnson, & Lefever, 2000; Hsu, 2005). At the
same time, there has been a growth in programmes in
tourism education offered to a worldwide audience on-line
and demand for education in this field through overseas
study in Australia, Hong Kong, the UK, the USA and
elsewhere remains high. However, such provision is largely
structured upon demand from students from developing
countries seeking to acquire skills and knowledge as
imparted by academic and professional experts in the
developed world. This is a questionable model of knowl-
edge transfer and one that Botterill and Baum (2006)
describe as neo-colonial in impact. It is similar to the
underpinning assumptions behind the growth of tourism
education in many developing countries over the past 20
years, assumptions that see European and North American
models delivery put uncritically in place in the colleges and
universities of recipient countries.
5. The impact of ICT on work and employment in tourism
There is little questioning of the impact of technological
development on all aspects of working and living in
developed countries and, to an increasing extent, within the
developing world as well. The impact of such change on the
workplace and beyond is well documented (De Koning &
Gelderblom, 2006; Freeman, 2002; Hector, 2003; Hwang,
2003; Ng & Li, 2003; Rubery & Grimshaw, 2001; Schoe-
maker & Jonker, 2005). These assessments highlight the
importance of changes in the workplace linked to a wide
range of issues, including perceptions of time and work
intensity within the workplace; organisational fragmenta-
tion; flexibility and enabling the recognition of work-life
balance issues in the workplace; the polarisation of skills
and the decline in demand for less skilled workers;
disparities in remuneration linked to use/non-use of ICT
in the workplace; outsourced working; home and tele-
working; social inclusion, ICT and the workplace; ICT and
knowledge management; and technology substitution
among a much wider range of concerns. These changes in
the workplace mirror wider adoption and use of technol-
ogy within society and, in many respects, feed off
familiarity with and expectations of technology that stem
from everyday life. A comprehensive assessment of the
impact of ICT and wider technology on the workplace and
working lives in tourism and beyond has the potential to be
a subject for separate analysis in its own right. Here, we
touch on a number of key themes and issues drawn from
this discussion.
What is true, with regard to ICT in a general sense, is
equally valid as an assessment of change within services
and tourism (e.g., Braun & Hollick, 2006; Sigala, Airey,
Jones, & Lockwood, 2004; Sigala & Christou, 2006) and, in
particular, within the context of work and employment and
the changing role that people play as a result of such
change. It is not an understatement to argue that ICT and
wider technological change have revolutionised aspects of
tourism operations (particularly distribution) while leaving
others virtually untouched (food preparation and service in
many smaller operations).
In terms of employment in tourism and the past 20 years,
technology has had a direct effect on both the elimination
of work areas and on the creation of others. Some
destinations, dependent on airline and other transport
stop-overs for their tourism business, have been by-passed
by advances in transport technology so that the work
associated with this industry may no longer exist. For
example, Gander in Newfoundland, Canada, a major
refuelling stop for trans-Atlantic flights until the early
1980s now no longer serves this purpose and work
associated with the sector has ceased to exist. Similarly,
changes in technology mean that the work of hotel
telephonists has faded and, in many cases, disappeared
with the advent of automated telephones in bedrooms and
guest mobile phones. The technology challenge, particu-
larly the consumer option to purchase and manage the
booking of tourism products direct with suppliers such as
airlines and hotels via the Internet, has reduced the need
for and changed the role of travel agents, check-in staff and
others involved in work in the sector in developed
countries. Such change is dependent on the availability
and quality of the technology and, in many developing
countries, the role of the travel intermediary remains
important in the absence of Internet or, at least, Broad-
band connectivity. A final example of changing or
diminishing role is that of the tour guide whose work
can, in part, be superseded by flexible, electronic alter-
natives at tourism sites, allowing choice of language and
giving visitors a selection of perspectives on events and the
site environment.
However, ICT in particular has also created new forms
of work in tourism, notably through the application of ICT
and its use in distribution and management of key
functions such as yield. The advent of specialist Internet
travel companies such as Expedia is clear evidence of this
change, but the growth of specialist electronic distribution
is complemented by website communications, marketing
and booking options within virtually all ‘‘traditional’’
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tourism companies so that the boundaries between them
and e-companies has narrowed greatly. These develop-
ments have created demand for technology specialists in
the tourism sector and also for new marketing and
management skills in a more general sense, allowing
companies to maximise the benefits they derive from e-
business. ICT has also changed the role of management
information within the sector, allowing far greater depth
and access to key information about guests and their
behaviour. At the same time, it has revolutionised the
management of pricing and yield so that human interven-
tion is far less frequent than it would have been in the past.
Technology has also changed the nature of work and
skills required for many employees (Hwang, 2003), not
least in tourism. Many areas of work have been moved
from relatively skilled levels to the routine or lesser skilled.
A good example of such change is in the area of hotel front
office where enhanced reservations and guest management
systems have reduced the training and technical skills
requirements of such work by up to 90% in terms of the
time required to acquire full competency (Baum & Odgers,
2001). As we shall see, the technical demands of such work
have been more than compensated for by the wider
bundling of skills requirements within such work.
6. Moving beyond technical skills
Tourism work has, historically, been calibrated in terms
of its technical skills demands. This is most evident in the
approach adopted by the International Labour Organiza-
tion (1979) in their Taylorian breakdown of hospitality
work into individual, measurable micro-tasks that, in turn,
can be re-built into a training curriculum and assessment
instrument. On the basis of this, tourism and related service
work has traditionally and widely been characterised as
low skills (Shaw & Williams, 1994; Westwood, 2002;
Wood, 1997) although this stereotype is challenged in the
context of hospitality by a number of authors (Baum, 1996,
2002, 2006b; Burns, 1997; Nickson et al., 2002) on the basis
that this represents both a technical and western-centric
perception of work and skills. In developed countries, the
merging of family and working life (Hochschild, 2003) has
particular pertinence here in that many of the technical and
interpersonal skills demanded of employees in tourism
have close parallels with those learnt during socialisation in
the home. Baum’s (2006a) notion of social distance
between the experience and behaviour of the tourist and
employee is also of relevance here in that, in developed
countries, there is considerable role crossover between the
two in terms of transfer of experiences between the
contexts. In less developed countries, such crossover is less
likely.
Grugulis, Warhurst, and Keep (2006) talk about the
evolution of what we understand to be a skill over time. In
terms of tourism work, perhaps the first manifestation of
change from a dominantly technical focus can be found in
Hochschild’s (1983) seminal study, which was one of the
first to take our understanding of such work beyond the
technical and professional domain, focusing on ‘‘the
relational rather than the task-based aspect of work’’
(Steinberg & Figart, 1999, p. 9). Hochschild’s work
inspired recognition of what Westwood (2004) notes are
commonly referred to as ‘soft skills’ and, in doing so,
highlights less tangible dimensions in the bundling of skills
and work in tourism. Hochschild argues that service
employees are required to manage their emotions for the
benefit of customers and are, in part, paid to do this.
Likewise, Seymour (2000) considers the contribution that
this notion of emotional labour makes to work in fast food
and traditional areas of service work and concludes that
both areas demand considerable emotional elements in
addition to overt technical skills. Bryman (2004, p. 104)
defines emotional labour as relating to
Employment situations in which workers as part of their
work roles need to convey emotions and preferably to
appear as though those emotions are deeply heldy
(emotions) that are supposed to make the recipient of
the emotional labour feel good about the worker and the
organization for which he or she works.
Sandiford and Seymour (2002) take this definition a step
further in talking about the management of emotions for
financial reward. This link between human emotion and
commercialisation has not been without detractors such as
Wouters (1989) and Newton, Handy, and Fineman (1995).
The expectations of emotional labour add significantly to
the skills demands of work in tourism. There are few areas
of front-line or boundary spanning work (Bateson &
Hoffman, 1999) in tourism that do not have a very evident
and, in some cases, all important emotional dimension. In
many respects, as Bryman notes with respect to Disney,
employees are expected to give the appearance of enjoying
their work as much as visitors are enjoying their time in the
theme park. Maintaining this emotional fac-ade in working
conditions that are, often, anything but conducive to such
behaviour takes its toll and requires skills and the outcome
of extensive training in order to be maintained.
Blythman (2005) discusses the problems that such
demands present in the context of supermarket work.
After several hours at a time, any urge to be cheery or
pleasant was overtaken by an all pervasive, mind-
numbing blankness. I began to feel spaced out, as
though dulled by drugs. Any energy I might feel at the
start of a shift soon ebbed away.y. Even if you wanted
to try to be pleasant with people, after only so long it
was impossible to keep it up (p. 131).
The demands that emotional engagement in the work-
place entails have not traditionally been recognised within
skills hierarchies and have either been neglected or put to
one side as of lower value and status than ‘‘real’’
productive activities. Bolton (2004) argues a strong case
for the recognition of the skills dimensions within emotion
work. She argues that emotional inputs are inherently
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skilled elements within the work routines, control processes
and socially constructed demands that typify much service
work. On this basis, Bolton (2004, p. 32) argues that
‘‘emotion work is indeed skilled work which contains
recognisable elements of discretionary content, task variety
and employee control’’. Ritzer (2005) extends this notion of
emotional involvement in his discussion of ‘‘simulated
people’’. Obvious examples are Ronald McDonald and the
characters to be found in Disney theme parks but Ritzer
(2005, p. 103) notes that ‘‘Far more important, however, is
the fact that most of the people we encounter in the new
means of consumption are simulations, even if they are not
wearing costumes’’. Ritzer argues that employers prescribe
how workers look, what they say and how they behave in a
more general sense with the result that ‘‘these positions can
be filled by a wide range of individuals. There is little or no
room for creativity or individuality’’.
Work with a strong emotional labour component is,
however, not exclusively about theatre. Williams (2003)
highlights the safety and regulatory context which trumps
any considerations of service and emotional engagement
with passengers in the work of airline attendants. Safety-
related skills may be considered to be technical in nature
and this illustrates that, while some areas of tourism work
may focus almost exclusively on soft or ephemeral skills,
the roles of government regulation and passenger concern
are such that emotional engagement must always take
second place to the hard skills demands of safety in the
workplace.
To the requirements of emotional labour in tourism can
be added the skills demands of what Warhurst, Nickson,
Witz, and Cullen (2000) describe as aesthetic labour, the
skills required to look, sound and behave in a manner that
is compatible with the requirements of the job and with the
expectations of your customers. In many cases, aesthetic
labour involves staff demonstrating the ability to respond
to fashion and trend imperatives in the consumer market-
place in a way that can be socially exclusive of many
groups and cultures within society. Aesthetic labour is
about appearance but can also be underpinned by cultural
cache, the ability of front-line staff to understand and
engage culturally with their customers on terms dictated by
the latter. Thus, service staff in some tourism contexts
(luxury hotels, premium airline cabins, fitness centres, one-
to-one personal training or other sports tuition) need to be
able to make informed conversation with their guests or
clients about politics, music, sport and almost any other
imaginable topic, often from an international perspective.
This requirement presupposes a certain level of prior
education and cultural exposure as well as a commitment
to remain up-to-date in these areas, what Nickson and
Warhurst (2007, p. 161) describe as the ‘‘gentrification of
skill demand’’. This implies a very significant change in the
profiling of tourism skills in that work which has
traditionally provided opportunity for those at the
economic margins of developed country societies is, in
part, now demanding a skills set that lies within the
competencies of those with good general education and a
more ‘‘middle class’’ cultural profile. This skills set is,
therefore, beyond the reach of traditional recruitment
pools for many tourism jobs. Warhurst et al’s interpreta-
tion of the commodified aesthetics of labour clearly builds
upon Tyler and Taylor’s (1998, p. 166) discussion of
aesthetics and gender in the workplace (in the context of
flight attendants), which looks specifically at ‘‘those
particular aspects of women’s work which takes place
outside formal, contractual relations of exchange, yet upon
which formal, contractual relations of commodity exchange
depend’’. Tyler and Taylor’s interpretation of aesthetics in
the workplace draws on ‘‘women’s attributed nature,
femininity and sexuality y. the commodification of
women’s Otherness’’ (166). Thus, aesthetic skills can be
seen as both an innate dimension of gender and as an area
of skill which processes socialisation, education and
training can develop and hone.
Westwood (2004) notes that in ascribing a ‘soft skills’
descriptor to labour with an emotional and/or aesthetic
dimension, there is an implicit assumption that such skills
are somehow less important than their ‘hard’ counterparts.
This is a view disputed in Bolton’s (2004) argument that
emotional work has a clear high skills dimension. Of
importance in wider human resource terms is Westwood’s
(2004, p. 41) comment that such skills, whatever their level
of demand, ‘‘are a very long way from the kinds of skills
that the UK’s education system is used to supplying’’
which persists in a focus on ‘‘the processing and supply of
more academic skills’’. This indictment is applicable to
many other countries and has particular bite in the context
of tourism, pointing to a significant mismatch between
education and training and the requirements of the
contemporary industry.
7. Managing diversity in the workplace
Diversity in the tourism workplace is not a new
phenomenon, but full recognition of its impact and
managerial implications in developed countries is relatively
recent, driven by demographic, labour market and
legislative change. Wood (2003, p. 93) adopts an encom-
passing definition of diversity management when he talks
of ‘‘a set of evolving philosophies and practices concerned
with the utilisation of a variety of human characteristics,
orientations and dispositions in satisfaction of ethical
precepts and the pursuit of business goals’’. In the context
of this paper, our main concern is with the consequences of
diversity in the tourism workplace that have arisen through
mobility in the form of labour migration, but we will also
acknowledge the significance of other forms of diversity to
contemporary HRM within the sector. Indeed, as Adib and
Guerrier (2003) rightly point out, it is rarely possible to
consider the impact of any dimension within the diversity
agenda in isolation in that, for example, ethnicity and
disability are frequently closely associated with social class
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and economic status including labour market participation
(Smith & Twomey, 2002).
Governments in the developed world increasingly
recognise the apparent benefits of labour migration to a
country’s economy. Home Office research shows that in the
UK over a single year, migrants (including asylum seeks
and refugees) contributed £2.5 billion to the UK economy
(Simms, Moran, & Chowla, 2006). Migrant workers can be
beneficial to the economy in a multitude of ways: in
particular, they are able to fill gaps in the domestic labour
market and alleviate skills shortages (Schneider & Holman,
2005; Sriskandarajah et al., 2004) as well as increasing the
levels of employment which, in turn, helps to raise gross
domestic product. Their age profile is such that they use
less in the way of services but contribute to tax and
national insurance payments which, in turn, help to finance
future pensions (Taylor, 2005).
The importance of labour migration to the workforce of
the contemporary tourism industry is well documented
(Baum, 2006a; D’Netto & Sohal, 1999; Shaw & Barrett-
Power, 1998; Williams, 2005). Tourism businesses have
long relied on a culturally diverse workforce (Christensen-
Hughes, 1992). Baum (2006a) traces examples of voca-
tional mobility in the sector in Europe back to the 13th
century and discusses the important role that, primarily,
southern Europeans played in developing the culture and
character of tourism operations in industrialised Europe in
the 19th and much of the 20th centuries. However,
contemporary labour migration, within tourism in Europe,
has received limited attention from researchers. Wide-
spread labour shortages and other labour market changes
resulting from the impacts of a combination of, among
others, demographic, globalisation and economic factors in
Europe are leading tourism companies to hire new
employees from a wide range of less developed and
transition economy countries. Traditionally concentrated
in core, urban centres, multiculturalism within the tourism
labour market is now a phenomenon that has reached
geographically peripheral areas (Devine, Baum, Hearns, &
Devine, 2007) and has implications for the marketing of
destinations such as Ireland which have depended sig-
nificantly on images of people and place in their destination
branding (Baum, Hearns, & Devine, 2007). The numerical
impact of migrant labour on the delivery of tourism
services in these locations is particularly noticeable. As an
example, it is estimated that there are over 250,000 non-
Irish nationals employed in the economy of the Irish
Republic or some 13% of the entire workforce. This figure
reaches 17% in the Irish tourism industry (Anon, 2005)
and is up to 25% of the workforce in key areas of
hospitality work. This growth was stimulated further in
2004 following the accession of 10 new Member States to
the European Union. It is estimated that new arrivals to
Ireland from within the Union reached 50,000 in 2004
(Fa´ilte Ireland, 2005b), primarily from Poland. In addition,
some 9000 work permits were issued to non-European
Economic Area nationals.
The changing nature of labour markets in the tourism
sectors of developed countries, as a result of increasing
migration, raises issues that have been subject to analysis
across a range of the social sciences. Conceptually, this
discussion can be located within debate about different
forms of mobility in contemporary society (Castles &
Miller, 1998) and their specific impact in the tourism
context (Bo¨ro¨cz, 1996; Gustafson, 2002; Urry, 1999; Urry
& Sheller, 2004). The nature of mobility discussed here and
its impact are less common in their analysis in that they are
a form of migration (labour) that exists solely because of
the presence of another form of mobility, that of tourism.
The issue under the microscope here also responds to
Rosello’s (2001) notion of the immigrant as guest in her
consideration of hospitality and immigration in postcolo-
nial France. If migrants are, themselves, guests in the
communities in which they work, interpretative representa-
tions of the destination in that context may be provided for
guests (visitors) by guests (workers). This context has the
potential to place strain on understanding of working roles
within the tourism sector and the nature of hospitality
provided by those employed as front-line staff.
It is arguable that the widespread recruitment and use of
migrant labour in the tourism industry of developed
countries has acted to the detriment of real change within
the sector’s workplace. The argument that the tourism
sector cannot recruit to unfilled vacancies and, therefore,
turns to external labour sources is predicated upon the
assumption that the labour economics of the industry
remain appropriate and need not change. There are
exceptions, as evidenced in good practice examples across
the sector (Fa´ilte Ireland, 2005a), but much of the industry
operates on the basis of a labour economics model that
depends upon high turnover, low pay, poor conditions and
minimal investment in training. Accessing low cost but
untrained migrant labour is likely to act as a dead hand
with respect to change within the workplace economics of
the sector. As a consequence, many tourism businesses do
not perceive the need to change. They are not required to
consider strategies designed to enhance labour productiv-
ity, notably through real investment in training and
development (Devine et al., 2007), in order to reduce the
numbers they need to employ at higher rates of pay
because low cost employees remain readily available. This
analysis accords with Riley and Szivas’ (2003, p. 450)
comment that ‘‘by not recruiting fully trained workers,
employers forego productivity in favour of lower labour
costs’’. It is also consistent with Riley’s (2004, p. 139)
assertion, based on conceptual rather than empirical
evidence, but valuable here nonetheless, that ‘‘where
unskilled labour is imported to fill a shortage, the effect
is to deflate existing pay levels’’.
Notwithstanding the advent of minimum wage legisla-
tion in the buoyant tourism economies of countries such as
Ireland and the UK, there is little doubt that the
availability of migrant labour does allow tourism busi-
nesses to employ more untrained workers at lower cost
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than might have been the case had this source of
employee not been available, thus imposing deflationary
pressures on individual but possibly not total remuneration
costs.
Our discussion thus far, in the context of diversity, has
focused on culturally induced dimensions. The manage-
ment of people in the contemporary tourism sector in many
countries is increasingly either legally or morally bound to
recognise diversity in terms of a far wider interpretation.
These manifestations of diversity are not wholly new in
tourism and there is evidence of their recognition, to a
limited extent, in early analysis of the sector. However,
highlighting such diversity in today’s tourism workplace is
both functionally and ethically important. Dimensions that
merit acknowledgement in this context include
 Gender and the evident and continuing institutionalised
disparity that exists in the status and pay of men and
women in the services workplace. Services work in most
societies is highly gendered and this universal reality
across national boundaries and continental divides is
clearly evident in the range of contexts that are
addressed by Sinclair (1997) and her contributing
colleagues. Women, as Toynbee (2003) clearly illus-
trates, often undertake the least desirable and lowest
status work in hospitality and other evidence from
elsewhere in the services sector suggests that gender has
an underpinning influence on rewards, achievement and
status in the workplace (e.g., Guerrier & Adib, 2004;
Mills, 1998; Williams, 2003). Likewise the culturally
induced absence of working women in the services
sectors of some countries is tempered by evidence of
gradual change in, for example, Iran and Saudi Arabia.
Some areas of gendered work in services can be seen to
represent exploitation and degradation and, therefore,
combating sex services, particularly in relation to
children, has become a major concern of governments
and NGOs in some countries. Some areas of services
work have, historically, been a predominantly male
preserve. Mills (1998, 173–4) notes, with respect to
airline pilots that ‘‘In the first two decades of
commercial flying the characteristics of heroism and
experience came to form a unique type of organisational
masculinity—the pilot. Indeed, British Airways’ earliest
corporate image was that of the experienced, heroic and
supremely confident pilot.’’ While gender balance on the
flight deck has improved, Mills notes that it was the late
1980s before British Airways appointed their first female
pilot. Progress towards gender balance, in this area of
high status services work, has been varied across
different airlines but female pilots are commonplace
today in many countries. Ali Khan (2004) even reports
the appointment of the first female airline pilot in Saudi
Arabia. However, this area of work remains masculine
in its operating culture so that the experiences of female
pilots can be challenging and degrading at times (Davey
& Davidson, 2000).
 Sexual orientation is a theme that has been addressed in
services in terms of consumer markets. The experience
of gay employees in the sector is not widely recorded
except in anecdotal form. This may be because, as Wood
(2003, p. 103) notes, ‘‘gays and lesbians are not always
visible, indeed adopting invisibility as a strategy is one
way in which homosexuals cope with organisational life
and avoid the disapprobation of those who possess
animus against homosexuals’’.
 Ability and disability is an area of increasing interest in
services. The services industry is frequently portrayed as
an industry for the young, beautiful and super-fit and
this projection is used to create the image of vibrancy,
energy and fun. The services sector can be described as
one that offers opportunity to members of a society
across much of its ability and disability range (Baum,
2006a). It is a sector that can accommodate the
expectations and abilities of those with exceptional
talent (in culture, entertainment, sports, technology,
entrepreneurship as examples) as well as those in most
communities who face challenges of a different sort in
terms of physical or intellectual ability.
 Age in the sense that services work is frequently
perceived to be an area for the young and historic data
in developed countries certainly bears this out. How-
ever, changing demographics in wealthier countries
means that traditional sources of labour are no longer
so readily available, creating the potential of opportu-
nity for more mature workers, returners to work and
those retired from first careers. As we have already seen,
this solution is, in part, countered by the availability of
low cost and young workers from overseas.
 Social inclusion reflects the capacity of services, as a
sector for employment, to provide opportunity to
potential workers from across a wide social and
economic spectrum. This capacity is not always deliv-
ered in what is a growing labour market contradiction
within the sector, that of widespread employment
vacancies in services existing alongside endemic and
long-term unemployment within communities in both
cities and in rural areas. A partial explanation can be
drawn from the aesthetic demands of the industry
(Warhurst et al., 2000; Nickson, Warhurst, & Witz,
2003) in that some sectors of services impose implicit or
overt entry barriers based on appearance, cultural cache
and education upon those seeking work and many of
those from socially excluded communities do not meet
such criteria.
 Motivation and choice, in terms of why people choose
to work and also factors that underpin voluntary,
unpaid work in services.
Uncritical claims for the virtue and value of diversity in
the workplace must be put forward with some degree of
caution. The aspiration of effective diversity management
in the tourism workplace can easily be blinded by what
Wood (2003, p. 105) calls ‘‘the worthiness of the concept’’
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which belies the rather more pessimistic consensus of the
research literature (Lucas & Wood, 2000). Furthermore, as
we have argued with respect to the employment of migrant
labour in the tourism sector’s of developed economies,
their impact, while making sound short-term business
sense, also has the effect of deflating remuneration, permit
the continuation of variable working conditions and
allowing employers to fudge investment in skills develop-
ment. If this is true with respect to one form of diversity in
the workplace, may be necessary to question whether some
of the other forms of diversity touched on here are also
adopted with similar objectives.
8. Conclusions
We started this paper with a fairly damning assessment
of work and working lives in tourism, arguing that, in
many respects, Wood’s bleak (1997) assessment of the
industry remains substantially unchanged in many coun-
tries, both developed and less developed.
We have considered themes wherein wider contextual
change can be identified that has a direct impact upon
people and their management in the tourism sector and we
have considered the consequences of such changes. The
evidence points, unsurprisingly, to conclusions in the form
of a curate’s egg and, indeed, contradictions in terms of
practice across the industry. For example, we have
evidence of the gentrification of tourism skills from
Nickson and Warhurst (2007) while, at the same time,
ready access to low cost migrant labour, both legal and
illegal, permits many tourism businesses to sidestep this
trend and to ignore issues of productivity, skills develop-
ment and general workplace enhancement. As in other
areas of work, it is clear that polarisation is taking place
within tourism work, but the criteria of distinction relates
to the branding and image of the work rather than to its
technical or professional status. ‘‘Cool’’ work is equated
with style, fashion and consumer branding (bars, night
clubs, boutique hotels, creative venues) while ‘‘uncool’’
includes the work of drudgery in the sector (cleaning,
popular service) and also some glamour work from the
past, airline cabin crew, particularly with some newer, low-
cost airlines. Another example of contradiction is that
vocational and educational opportunities for most young
people in developed countries are such that many areas of
tourism work are much less obvious and attractive long-
term career options than they might have been 20 years
ago. At the same time, growth in tourism in developing
countries means that the sector has become an important
source of employment for those previously dependent on
subsistence living so that what is, ostensibly, the same work
in a technical sense is constructed in very different ways
across social, cultural and economic contexts.
It is true that, at an organisational level, human resource
practices in tourism have changed in many developed
countries and in most larger operations. This change has
been driven by a combination of the effects of commercial,
legislative, ethical and external environmental pressures. At
the same time, tourism remains a sector within which,
worldwide, very poor employment practices persist, in-
corporating both minimal compliance with the law and
transgression beyond legally accepted behaviour. Some of
the changes over the past 20 years that are considered here,
notably the mass mobility of economic and political
migrants from the world’s poorer countries, have allowed
tourism work and employment to remain firmly located at
the margins of many societies in terms of benefits and
status and has acted counter to attempts to reform and
modernise the sector with regard to its employment
practices.
In the final analysis, the conditions of work in tourism
are attributable to the outcomes of market force pressures,
temporised in part and in places by government and wider
societal interventions. In parallel to our bleak assessment
of the work environment, it is important to recognise that
insatiable and growing demand for low cost tourism
services, across the globe, means that consumers must also
take responsibility for pressurising operators into undesir-
able, marginal or even illegal employment practices. It is
self-evident that downward pressures on the overall cost of
tourism (low cost airlines, aggressive tour operators,
electronic distribution, deregulation) encourages the use
of low cost labour and, to an extent, may also deflate
expectations of service and product quality. Growth
projections for tourism, over the next quarter of a century,
are such that it appears unlikely that we will see
fundamental change in this environment in the foreseeable
future.
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